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ABSTRACT
This internship report reviews the non-profit entity French Quarter Festivals, Inc. (FQFI), and
each of the three festivals it produces. The report includes an analysis of the strengths and
weaknesses of the organization and offers suggestions for improvements. The history of FQFI, a
description of programs and a breakdown of the staff structure provide a basic understanding of
the organization. For the purpose of this internship report, the timeframe being reviewed covers
June 2012 through August 2012.
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I. ORGANIZATIONAL PROFILE
An overview of the French Quarter Festivals, Inc.
Area of Interest:
Music, Economic Development, Community Building
Tax Status:
501(c)(3) exempt organization, EIN: #72-1046163
Location and Mailing Address:
French Quarter Festivals, Inc.
400 N. Peters, Ste. 205
New Orleans, LA 70130
Contact Information:
Phone: (504) 522-5730
Fax: (504) 522-5711
Website: www.fqfi.org
Mission:
To promote the Vieux Carré and the City of New Orleans through high quality special
events and activities that showcase the culture and heritage of this unique city, contribute
to the economic well-being of the community, and instill increased pride in the people of
New Orleans.1
Board of Directors 2012 Officers:
President: Deborah Moench
Vice President: Alex I. Lewis, III
Treasurer: Amy Taylor
1

Secretary: Ann Wills
At Large: Aynsley Fein
Staff:
Executive Director: Marci Schramm
Business Manager: Dave Stover
Manager of Musician Sponsorship and Food Vendors: Georgia Rhody
Entertainment Manager: Greg Schatz
Operations Manager: Stephanie Loman
Volunteer Coordinator: Kylee Kidder
Marketing and Merchandise Manager: Angelique Hill

History of French Quarter Festivals, Inc.
As the 30th anniversary of French Quarter Festival approaches in April of 2013, it is hard
imagine the humble beginnings that have evolved into an event with over 500,000 attendees, 22
stages, nearly 75 food vendors and more than 1300 musicians. The original French Quarter
Festival was the product of an impending standoff in the Vieux Carré. In preparation for the
1984 World’s Fair, to be held in the Central Business District, the streets and sidewalks of the
French Quarter were torn up for repairs. Merchants began to complain about the traffic and
blocked access to their businesses. Many threatened to close their doors. Mayor Ernest “Dutch”
Morial established a volunteer committee of civic leaders, with funding from the city, to build a
festival that would bring locals back to the French Quarter.1
French Quarter Festival was held for the first time in April of 1984. The first year, there
were three stages on Bourbon Street and Royal Street and, while only an estimate, attendance
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was close to 50,000 each day.2 Initially, this festival was going to be a three day festival but due
to rain in the first weekend they held the festival again the following weekend. FQFI, which had
started as a city government project, established itself as a non-profit corporation in 1985 and the
first executive director, Sandra Dartus, was hired. The original planners of the French Quarter
Festival became the board of directors, and the organization took offices in the French Market
Corporation building.
French Quarter Festivals, Inc. has a board of directors that never exceeds 30 members.
Currently, there are 11 planning committees that cover many logistical aspects of the festival.
The Growth Committee and Finance Committee make plans for changes that will increase the
scope and direction of FQFI. All new stages, additional hired staff or changes in production
companies for the festival are handled by the Growth Committee. Any budgetary decisions or
accounting changes are discussed through the Finance Committee. Entertainment, Merchandise
and Jazz Brunch committees make decisions regarding the products available at the festivals,
including food, music and merchandise. Additional committees include Marketing/Publicity,
Sponsorship/Grants/Development, Volunteer, Hospitality, Transportation/Shuttle and finally, a
Satchmo SummerFest committee dedicated to the future of the youngest of FQFI’s events.
These committees consist of members of the FQFI board, staff and local community. Any
potential board members are chosen only after they have served on a committee for a year. This
gives new members an opportunity to learn more about the organization, which aspects are
flexible and which are non-negotiable.
French Quarter Festival has become the signature event produced by the FQFI staff
members, but this is not the only programming they manage. They keep themselves busy with
two other events throughout the rest of the year: since 1985 they have coordinated holiday
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season programming and an event guide, Christmas New Orleans Style (CNOS), and in 2001,
planning began for a summer festival that would commemorate the life of Louis “Satchmo”
Armstrong. Satchmo SummerFest (SSF) is a smaller, traditional jazz festival scheduled for the
first weekend of August. This year, SSF completed its 12th annual event.
An organization that highlights the musical culture and history of New Orleans, the FQFI
staff members coordinate musical programming at all of the events they produce.

French

Quarter Festival strictly hires performers from the New Orleans area. Bands and musicians from
the outlying areas of Louisiana are accepted for the Cajun/Zydeco Stage. The exception to local
musicians at French Quarter Festival is at the international stage which features traditional jazz
performers from around the world. When the festival began, the musicians were chosen only if
they were members of the American Federation of Musicians (Local 174-496). The union would
sponsor the Festival and the funding would be used to pay all of the musicians. As the event
progressed, and the festival grew in popularity, musicians who were not members of the union
began asking for opportunities to play at the Festival. The union continued to sponsor the
Festival, but its funds were only used to pay union member musicians. Performers who were not
part of the union were required to find sponsorship from the community to pay for the members
of their band if they wanted to get on the roster.
Beginning in 2011, with funding from the AFM dwindling, the Musician Sponsorship
Program was developed. Local businesses are now asked to donate money to the Festival. In
exchange, these sponsors are given an opportunity to choose a band and their name is spotlighted
on stage during their selected band’s set. The businesses are also invited to announce the band if
they choose. French Quarter Festival 2012 was the first year the program was implemented.
This sponsorship program was hugely successful and FQFI exceeded its goals. All of the money
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that was raised above and beyond budget was turned back into the program to pay musicians for
the next year. The Festival has also created a tip system that acts as a revenue source used to
help pay the musicians at the Festival. Located around the grounds, and at all of the food and
beverage booths, are large tip jars. All of the money donated to the tip program is used to pay
performers.

The entertainment budget has seen a significant increase as a result of these

programs and musicians can now expect better compensation for their participation in the event.
Due to the achievements of both programs this year, the entertainment budget for French
Quarter Festival’s 30th Anniversary is much larger than it has been in the past. The hope is that
this will aid in approaching more big name local artists who have not performed at French
Quarter Festival in years. Many of the musicians who once played French Quarter Festival have
been unwilling to perform in recent years due to the small budget available.
The Festival has been touted as the “largest free annual music festival in the South.”1 In
its first year, there were only traditional jazz and classical performers. The Festival had twentytwo stages in 2012, spanning the entire French Quarter. The variety of music that makes up the
Festival now allows stages to cater to individual genres featuring traditional jazz, Latin,
Cajun/Zydeco and brass bands. The weekend now features: a second-line parade that kicks off
the Festival, dance lessons, a lecture series, a children’s stage for youth performers, as well as a
kid’s craft and learning area. A handful of vendors have been selling food and drink since the
birth of the Festival, but, with close to 75 vendors now populating the event, restaurants around
the city are on a waiting list to participate. The final decisions are made by the Jazz Brunch
Committee which pours over new applications, reviews from the year before and a list of food
items still not represented at the Festival. Over time, the requirements for food vendors at
French Quarter Festival have become more stringent. Any potential food vendor at French
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Quarter Festival must own and operate a sit-down restaurant located in the French Quarter, New
Orleans, or surrounding areas. These restaurants cannot have more than three locations or they
are considered a chain and thus disqualified. The other FQFI events have not limited their
vendors so severely, but the competition to participate in French Quarter Festival is great and has
necessitated these restrictions.
Planning for French Quarter Festival begins as soon as Satchmo SummerFest (SSF) is
finished for the year. Beginning in early September, nearly eight months in advance, things start
slowly with permits being submitted and meetings being scheduled. By the time the Christmas
New Orleans Style (CNOS) guidebook is sent to print in mid-September, the entire FQFI staff is
beginning to line up the specifics for April of the following year. There is a break in festival
planning during the month of December as the FQFI staff members attend and execute the FQFI
sponsored concerts and cooking demos for CNOS. By the time Mardi Gras finishes, the staff at
FQFI are in full swing, working long hours until several weeks after the Festival finishes.
Early in 1985, with the fledgling success of French Quarter Festival, the businesses of the
Vieux Carré naturally turned to FQFI as they tried to find a way to encourage tourism during the
holiday months. A plan was started for the first Creole Christmas which would later become
Christmas New Orleans Style. The first year, a tree was decorated at the Police Station on Royal
Street and a choral concert was held in front of the Wildlife & Fisheries Building. The following
year, hotels were encouraged to participate and offer discounted holiday rates. With occupancy
low, and spirits even more so, the Papa Noel rates were an incentive to bring tourists to New
Orleans during the holiday season.

Restaurants were invited to offer a Reveillon menu

showcasing foods and ingredients that would have been available and customary during the
holidays in a Creole home. These Reveillon dinners would traditionally have been held at the
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family home following Midnight Mass on Christmas Eve and again on New Year’s Eve.
Participating restaurants would offer a prix-fixe menu available every day of December, with
some holiday exceptions. These programs, combined with a handful of choral concerts held at
Jackson Square and historic homes adorned with period decorations, were coined “A Creole
Christmas” and offered up to the rest of the country as the thing to do for the holiday season.
Over the years, other organizations and businesses began hosting holiday-centered events. As
the city began to get involved, and the event spread outside of the French Quarter, Christmas
New Orleans Style was born. The guidebook was developed to send out early enough that
tourists could make travel plans and take advantage of significant accommodation discounts. In
planning the CNOS guidebook for 2012, FQFI found that many hotels were already booked
through the holidays with no vacancies on which to offer Papa Noel discounts. The occupancy
at hotels has been on the rise over the last few years but another significant factor this year is the
Super Bowl being held locally in 2013.

As the city finds more and more tourists taking

advantage of the moderate weather, rarely dropping below fifty degrees Fahrenheit throughout
December, the event listings are increasing and Reveillon restaurants are still enthusiastic, but
whether the hotels are still as desperate remains to be seen.
In 2001 FQFI began hosting its most recent endeavor, a project to promote New Orleans
culture with a tribute to Louis Armstrong’s birthday. Though there has been debate over the birth
date of Louis Armstrong, himself professing July 4, 1900, a discovery made by historian Tad
Jones of Armstrong’s birth certificate solidified the argument for some. The birth certificate
claimed August 4, 1901 to be the official birthday of Louis “Satchmo” Armstrong. In honor of
the centennial, cities around the world began planning commemorative events. New Orleans,
being Satchmo’s birthplace, was among them. There were many events planned around the city
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and FQFI was approached to help organize a summer festival to honor the legend. Deciding to
celebrate the actual birthday, they planned a final event that would close out a year of activity on
August 4, 2001. Activities began on Thursday and continued through to Sunday. This four-day
event included an art show, a club crawl in the Marigny, food, kid’s activities and of course,
music. Satchmo SummerFest was intended to be a one-time event. Due to the success of the
festival even during a time of year when tourism is traditionally low due to high temperatures
and extreme humidity, noting the international appeal with attendees traveling from twenty-two
states and nine countries,1 planning began to turn the Festival into an annual event.
The music at Satchmo SummerFest is rooted in jazz. Over the years, there have been
three or four stages but for the most part SSF hosts a contemporary and a traditional jazz stage.
In the early years of the Festival a brass and children’s stage were included but due to funding
limitations the stages have been pared down to just two: traditional and contemporary. Each
year, the Satchmo SummerFest has been held at the US Mint in the French Quarter with one
exception; in 2006, due to roof damage at the US Mint during Hurricane Katrina, the festival was
held in the French Market.
Starting in 2002 there was a walking tour that led visitors around “Satchmo’s New
Orleans.” This was led by tour guide Tad Jones and continued annually until Jones passed in
2007, the participants traveled to locations and venues that were significant in Louis Armstrong’s
history. Other special events included a children’s activity area where children are given an
opportunity to decorate second-line umbrellas and have a parade that moves through the crowds
of Satchmo SummerFest. Seminars are also held each year at the Festival. In the inaugural year
the seminars had an admission fee but they have been free ever since. In the first few years, food
vendors each offered items that linked to Satchmo’s favorite food, red beans and rice. Every
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vendor had its own creative way of making that menu work for them, Red Bean and Pasta Salad,
Wild Pecan Rice and Red Bean Salad, or Red Bean Ice Cream. Historically, there was a club
strut held each year: for a ticket price patrons were given wristbands that allowed them free entry
into all of the clubs on the Decatur/Frenchmen strip that runs through the Marigny. This pubcrawl was publicized by FQFI but was not sponsored by or produced by FQFI. In 2012, this
event lost funding from its hosting organization and was not held. The absence frustrated many
attendees, and due to the confusion over the producing organization FQFI fielded many phone
calls regarding the change. With the lack of distinction in regards to the producing organization
interested parties could not reach out to the organization to demonstrated their concerns or
interest in helping to bring the strut back in the future.
The format of programming has changed over time but Louis “Satchmo” Armstrong
remains the central focus. Each year, the seminars and the music become more centered on the
subject of traditional jazz and on the heritage that Satchmo has created in the history of New
Orleans. Historically, and still today, each year SSF ends with a Trumpet Tribute that is led by
Kermit Ruffins to honor the lasting effect of Satchmo in New Orleans. Additionally, there is a
Jazz Mass at St. Augustine Church, the first church in the country to allow black slaves to
worship, followed by a second-line parade stopping at Armstrong Park and continuing to the
Festival site.
At the onset of Satchmo SummerFest, the Louisiana Office of Tourism was a large-scale
provider of seed money for the production of SSF. For many years this funding was more than
sufficient to produce the festival at a profit. Following Hurricane Katrina in 2005 this funding
became less reliable. In 2007 LOT made no contribution to Satchmo SummerFest (Appendix
A). Since then, with the LOT funding being less reliable, the Satchmo SummerFest has struggled

9

to break even each year. Due to a conviction that the foundation and basis of this festival is
strong, FQFI continues to produce the Satchmo SummerFest. There are hopes that funding
sources will be located or that a change can be made to turn this into a successful festival. Until
that time French Quarter Festival profits continue to carry the organization through the lean
months in the fall.
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II. S.W.O.T. ANALYSIS

Strengths

Weaknesses

Empowering Staff Environment
Strong Board
Respect for the Community
Popular Event
Qualified Staff and Loyalty to Employees
Location
Growth
30th Anniversary

Location Limitations
Small Staff
Diluted Brand
Website: Out of Date and Lacks Functionality
Heavy Reliance on Volunteers
Financial Accountability
Unbalanced Profits Between Events
Education Programming

Opportunities

Threats

Community Outreach
Musician Sponsorship Program
Varied Programming

Competition
Acts of Nature
Technological Advances
Power Supply

Strengths
●

Empowering Staff Environment –
While each staff member has his or her own responsibilities, there is a very
collaborative process at FQFI. Each week there is a staff meeting that allows for an
opportunity to bring concerns to the table. If someone becomes stuck without a direction
everyone can brainstorm together.

People frequently leave these meetings without

answers but find that, as a result of these discussions, another staff member will later
present an idea via email on which the whole staff agrees.
Staff members have great freedom to move forward as they think best. No one is
stuck in a holding pattern while waiting to receive the go-ahead on the next step. The
11

staff was hired because they are qualified for their jobs and there is no sense that they are
being watched for failure. The Executive Director has an open door policy to discuss the
process or progress but she feels confident that staff is taking care of business.
●

Strong Board –
The board members at FQFI are regularly rotated out and new members are
developed for upcoming vacancies. The committees that prospective board members sit
on serve as mentoring opportunities. Each potential board member becomes immersed in
the structure and programming of FQFI before committing to the board responsibilities.
The board regulates attendance and the rules of membership are clearly established.
The board members frequently volunteer and participate in different events. They are a
part of the programming instead of being a figurehead without a physical presence. The
committees also present opportunities for different staff members to have discussions
with board members. These small group discussions encourage new ideas from board
members, who are not bogged down by the day-to-day process, while being reminded of
the practical limitations the staff faces.

•

Respect for the Community –
When planning events, FQFI benefits from relationships with many organizations;
including local and out of town businesses, non-profits and government institutions.
These organizations are involved in a multitude of levels from site logistics and build out,
to sponsorship and artists. Throughout FQFI’s involvement with an organization, the
interests of both parties are considered, consulted and included in the decision making
process. FQFI manages to take into consideration the needs and subtleties of these
various organizations, and in turn, FQFI is often provided with benefits or leniencies not
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afforded to other organizations. For example, FQFI has no art or craft area at their
festival, but not because FQFI lacks interest in the additional income or workload but
rather because it wants to encourage attendees to shop with the Jackson Square Artists
Association Committee artists or other local artists of the French Quarter. FQFI makes
many choices based heavily on the desire to maintain positive relationships with the
organizations and businesses with which it partners.

Another example of FQFI

maintaining a positive community relation is at the Jackson Square location. A power
source was built a number of years ago, in large part to support the major demands of
electricity during French Quarter Festival. In appreciation, FQFI pays the electric bill on
that line year round for the city organization Parks and Parkways.

Due to these

concessions on the part of FQFI, the organizations that rent out spaces to FQFI will open
a little earlier and the businesses located in the French Quarter will keep their doors open
a little later, because they appreciate the consideration that FQFI affords them.
●

Popular Event –
In the city of New Orleans especially, a festival is an activity that is well-liked and
often well-attended. New Orleans loves to throw parties and the inhabitants of the city
are enthusiastic about enjoying themselves, and the music.3 Since FQFI is associated
with festivals and a great weekend, it is easy to advertise. People are excited to talk
about French Quarter Festival and SSF, which in turn opens the door to talking about
sponsorship and funding.

●

Qualified Staff and Loyalty to Employees –
The staff members of FQFI come from different backgrounds and experiences that
make them a strong team. Several of the team-members are local and have worked in
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local arts organizations for years prior to joining FQFI. Others have come from out of
state, but from quality institutions with years of experience. The youngest members of
the staff have joined the team straight out of university with degrees in arts management
or music business.

Additionally, FQFI has a history of advancing staff into new

departments as they become more qualified or familiar with the organization. It also
regularly looks to festival employees when filling new full-time positions that open up
within the organization.
●

Location –
Tourists and locals alike enjoy an opportunity to hang out in the French Quarter,
listen to music and eat good food. The ambiance is nice and ideal for an afternoon
meandering from stage to stage. Locals have an excuse to come to the Quarter without
having to worry about a specific itinerary. Tourists are able to leave the front steps of
their hotel and enjoy free local music. The French Quarter is one of the few parts of town
that is relatively easy to access by public transportation from any part of the city.

●

Growth –
Of all of FQFI’s events, French Quarter Festival brings in the greatest number of
attendees each year. Many of these are visitors from all over the world and the Festival is
a highlight for tourists. The fact that it is free means it is a festival that people will attend
even in a down-turned economy.
As attendance grows, so too does the production quality of the Festival. Each new
stage that is introduced offers the potential for new genres of music and new bands. New
stages and locations also offer a new space for varied programming options that align
with the music, such as dance lessons or seminars.
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●

30th Anniversary –
With the 30th Anniversary of French Quarter Festival happening in 2013, FQFI has a
great opportunity to promote its other two events. The visibility of French Quarter
Festival next year will be a great way to publicly link SSF and CNOS with FQFI. This
will be an opportunity to clearly establish who produces the events and to inform the
public about the great programming FQFI produces throughout the year.

Using the

annual lectures, which draw music enthusiasts and aficionados, FQFI could pass out
material for its other programming to help spread the word to new audiences. FQFI
could also advertise which restaurants participate in their Reveillon program showcasing
New Orleans’s culinary history.
The 30th Anniversary also offers a great opportunity to highlight past events and
success. There is the opportunity for an exhibit of artwork and photos. This will be an
opportunity to thank the long-time supporters, board members and volunteers who have
helped French Quarter Festival become the event it is today.

Weaknesses
●

Location Limitations –
FQFI’s mission is based around promoting the Vieux Carré. With French Quarter
Festival being a signature event that continues to grow, it is difficult to justify moving out
of the French Quarter.

However, the French Quarter is a space with significant

limitations: parking in or around the French Quarter is minimal. With twenty-two stages
already established in the area, it is difficult to plot out space for new venues. Unless
decisions are made to expand into new neighborhoods, there is a limit on how large FQFI
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festivals can grow. However, once FQFI begins moving its events out of the French
Quarter, its mission becomes diluted.
•

Small Staff –
The events that FQFI produce continue to get bigger, but their staff size remains
minimal. In the last few years more contracted labor has been hired but the planning
responsibilities remain on the heads of a few key people. Until the week of the festival,
there are very few paid support staff members. With the months leading up to the
festivals being so hectic, especially for French Quarter Festival, things can be forgotten,
or mishandled due to a lack of time and energy.

●

Diluted Brand –
The trouble with FQFI’s brand is partially that it is strictly associated with and named
after one of its festivals, but has nothing to do with the other two-thirds of its
programming. Another problem for the FQFI brand is a lack of cross-promotion of its
events. Tourists or other interested parties looking to find out more information about
Satchmo SummerFest do not know to whom to direct their questions, and other festival
organizers in the city who might answer those calls are unclear who the producer is as
well, meaning that they cannot redirect the inquiries.
FQFI’s mission statement is buried in most of its promotional documents as well as
its web presence, if it is referenced at all. There is no logo that is used for all of its
different events consistently. Additionally, the logo used for FQFI is not very dynamic
and is easily overlooked. The lack of a strong logo makes it difficult for potential
sponsors or interested donors to know what organization they should be contacting for
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partnerships or potential funding. It can also confuse attendees who reach out to other
festival producers with questions about FQFI’s events.
●

Website: Out of Date and Lacks Functionality –
Visually, the FQFI website is very chaotic. The images are not terribly cohesive and
it is hard to tell where one piece ends and the next begins (Appendix B). At first glance
there is no reference to a mission statement or how to show support through donations.
With an organization so dependent on volunteer support, it is surprisingly difficult to
show interest in becoming a volunteer. The components of the website that could bring
the most community involvement, such as volunteerism and donations, are buried in the
pages of the site.

●

Heavy Reliance on Volunteers –
Recently there have been attempts to contract more paid employees to oversee the
volunteer staff. Still, French Quarter Festival relies heavily on volunteer participation.
Volunteers can be an unreliable work force. Because they are not paid they do not feel
responsible to communicate changes in their schedule, show up on time or sometimes at
all. In order to combat volunteer related theft and loss of profits, new restrictions have
been implemented over the years; many of these have to do with drinking alcohol while
on duty and financial accounting through cash registers. Some longstanding volunteers
showed frustration with these new rules, complaining that volunteering seems more like
work than the fun time it used to be. New volunteers are less familiar with the layout of
the event which requires more training and in some instances a larger core of volunteers
to handle the same job. These factors have forced FQFI to reevaluate many of the shifts
at the Festival and consider whether an increase in paid employees would be a viable
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option. One example of these paid shifts would be cashiers whom FQFI could rely on to
be present for the duration of the festival. During the shift changes throughout the day
there is a need to train people on the cash registers which can take a long time, slowing
the lines, and still manages to confuse volunteers. Another example is hiring bartenders
whom, again, FQFI could rely on to show up and work their entire shift.

These

bartenders would also be able to confidently mix drinks without the learning curve that
slows volunteers down.
●

Financial Accountability –
FQFI has only recently begun to track inventory and Festival beverage sales. It has
established a banking system that moves the money made at the Festival from the pockets
of the volunteers, literally, and into registers and money counting machines. Volunteers
are no longer allowed to drink as much product as they want or give it all away to their
friends. Each of these steps has created stronger profits for the Festival, but it is still in
the early stages.

The Festivals are seeing the benefits of these changes, and

improvements are made each time to streamline the process.
●

Unbalanced Profits Between Events –
Out of the three festivals that FQFI produces, only French Quarter Festival is making
a strong profit for FQFI. This places a significant burden on one festival to continue to
cover the day-to-day office expenses for the rest of the year. The other Festivals are in
danger of facing cuts to programming, and the other elements, such as setup and layout,
which make FQFI’s festivals high quality events.
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●

Educational Programming –
The educational and children’s programming at FQFI events are minimal. As a nonprofit organization, educational outreach for the community would encourage more
support from potential funders. The children’s activities continue to be a tradition at the
festivals but are not planned with an educational design. Until this year’s SSF, no one
has had the responsibility of managing the children’s area. This aspect of the event has
been produced very last minute and without much structure. There have been very few
reviews of the activities being offered and how they might improve. These activities
have the potential to bring families into the French Quarter who might otherwise feel it is
not a child friendly location. This increases attendees and establishes a future audience
out of children accustomed to attending outdoor festivals.

Opportunities
●

Community Outreach –
FQFI is strongly based in the community.

Its size, commitment and continued

success over time make it a very stable organization that is in a great position to partner
with growing non-profits and community programs in the New Orleans.

These

partnerships could be made through hosting events or sharing spaces, not necessarily
through financial support, as FQFI is not financially prepared to fund additional
programming. By helping to show its community investment, FQFI can brand itself as a
community organization rooted in the success of New Orleans. Given FQFI’s size and
impact on the community, these partnerships could expand the local audience base as
well as generate a perception of FQFI’s benevolence and generosity within the New
Orleans community.
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●

Musician Sponsorship Program –
With the success of the Musician Sponsorship Program in its first year, it is easy to
see this program continuing to provide a new direction for FQFI. Establishing
relationships between artists and local businesses gives the latter a feeling of ownership
in a program that provides a boost in tourism and economic drive. This funding source
also frees up sponsorship money and income from the Festival to go into other
programming, which would be a great way to improve the overall brand of FQFI as well
as help drive their mission. With the main focus of the Festival being free music, that has
to remain the largest program at the Festival. The Music Sponsorship Program is also a
great way to encourage financial support from local businesses and offer visibility in
exchange.

If the musicians are funded by outside sources through the Musician

Sponsorship Program, grant money could help to grow the educational outreach programs
like the lectures, children’s area, and cooking demos.
●

Varied Programming –
French Quarter Festival has dance lessons and art shows, but each of these events
could be further developed. Lessons could be held at additional stages or different styles
could be taught. Art shows could showcase student work from different schools around
the area as well as professional artists. Competitions for young musicians could offer
prizes to encourage musicianship.

Each activity that FQFI hosts complements the

performers playing on the main stages and the amount of programs and community
partnerships could be increased. Art, education, dance and sponsorship programs all help
to make FQFI an even stronger festival-producing organization that supports a local
community of musicians, artists and children.
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Threats
●

Competition –
There are many music festivals in the city of New Orleans, and each festival uses the
same format; there is music, art, food and educational programming. It can be difficult
for one festival to distinguish itself from all of the others and remain distinct enough that
people choose to come down to the French Quarter and brave the crowds rather than stay
home or head to other neighborhoods that weekend. FQFI faces the danger of becoming
just another festival producer in a city that has an abundance of music festivals.
Additionally, the festival-producing organizations of New Orleans are all muddled
together by patrons. Frequently, inquiries come to the wrong office or company. FQFI is
strictly the producer of three festivals each year, but because they are called French
Quarter Festivals, Inc., they get phone calls asking for specifics on many events
happening in the French Quarter. The opposite is true of other organizations taking calls
about FQFI festivals. This can frustrate the caller who is bounced between different
organizations attempting to find out the answer to simple questions. Also, the FQFI
office may not have answers to inquiries, leaving patrons feeling that FQFI is being
unhelpful or difficult.

•

Acts of Nature: Environmental and Human –
Festivals that are held in the elements always face potential threats. If the weather
seems too cloudy or too hot, many people will decide it is not worth the trip downtown.
In addition to the wild card elements of nature, there is also the potential for attendees to
become too intoxicated or become dehydrated or employees being overworked and not
paying attention and getting hurt. While insurance covers these incidents the publicity
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from a major accident could have a negative impact on attendance. Additionally, if a
contracted employee is hurt, it causes a gap in the staffing that has to be filled by an
already small and busy crew. If something falls on a stage or a piece of equipment blows
out, it represents a potential lawsuit or an angry artist. It is impossible for FQFI to
troubleshoot all the things that could happen, and these unknowns represent financial and
personnel burdens.
•

Technological advances –
It is difficult to work with a limited budget especially when trying to keep up on all of
the latest conveniences that audience members come to expect.

Many of these

conveniences rely on a wireless connection or cellular service, such as credit card
machines and ATM machines.

Cellular providers can be unreliable in the French

Quarter, especially when there are huge numbers of people in the area. Each new
technological element that is added to the festivals is one more thing that can
malfunction.

These advances save time, cut down on confusion, and provide easy

marketing materials but they can be a real frustration when they stop working. Patrons
expect a seamless experience which can be an impossible goal for an organization
without unlimited resources.
•

Power Supply –
FQFI uses the localized site power sources at Jackson Square, The US Mint and on
the Riverfront. These sites each have very different abilities and limits. Jackson Square
is one of the oldest locations. All power is being pulled from two boxes. One of these
boxes is very antiquated, while the other is slightly newer, but still at least 5 years old
(Appendix C). These boxes are the power source for all of the vendors at Jackson

22

Square. The booths that are closest to the lines have no trouble, but to run lines across
the Square requires that expensive cords be purchased and stored out of season.
Generators are an additional power source for the area, but given the limited space on the
street, the Jackson Square Artist Association’s cherished territory surrounding the Square,
and the delicate nature of the historic architecture in the Square, there are very few places
to set a generator having the capacity required for FQFI to run a site the size of Jackson
Square. There is talk of updating the localized power supply, but again the necessary
alteration of an historic area makes digging lines or major construction a huge endeavor
that, even once it is in the works, could take years.
The US Mint is set up using the power sources of the building as well as generators.
The stages at this site are all powered from the internal building power. Due to the
historic and delicate nature of the architecture on-site, the generators cause stress and are
required to be parked on the sidewalk outside the gates of the US Mint grounds. Each
night the gates at the US Mint must be locked which means that the security for the site is
locked inside the gates in order to oversee the stage, tenting and equipment to ensure
everything remains safe. This logistical intricacy means the generators must be turned
off so that there is no tampering from passers-by. This, in turn, means that the vendors at
this location are not able to rely on refrigeration overnight or any other powered storage.
The Riverfront site is the most up-to-date electrically and causes the least amount of
problems. This location is not without incident, however, mostly having to do with
misinformation and rule breaking from vendors. Each vendor is required to list all of
their electrical needs and equipment. They are not allowed to plug in or unplug any items
in their tent. Often these restrictions are overlooked and the overload of power causes the
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power for the entire block of vendors to blow out. In order to fix this, the electricians are
called to the site of the incident, but no matter how quickly they work this causes a delay
in activity, resulting in lost sales, ruined product and aggravated vendors.
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IV. BEST PRACTICES
The best practices of festivals vary depending on the type of festival being produced. For
any non-profit festival producer it is important (1) to be recognized as the producer, (2) to have
varied programming and (3) to offer a free festival for the community that aligns with the
mission statement. Each of these aspects helps to obtain funding and show the festival’s impact
in the community that is being served. High visibility within the event builds confidence among
potential sponsors. Varied programming creates audiences and solidifies the growth potential for
future events. A non-profit organization relies on grants to maintain its free status. These grants
are applied for by demonstrating effective implementation of the organization’s mission and
positive social benefit. Without these three pieces the drive to raise funds lacks focus and can
create gaps in requests and awards.
In any business a brand that lacks cohesiveness and clarity can make marketing difficult.
This also results in a lack of recognition. A customer unclear of from whom a purchase was
made cannot return for a second item or research the additional markets in which the company
operates. For a festival producer it is important that the audience knows about all the events the
organization produces so they can understand the additional ways to support the programming
through donations, purchases and volunteering. Hosting a free festival means there will be no
guaranteed income from the door. This creates a large audience who must then be tapped for
auxiliary sales in order to generate revenue. If audience members know they are attending a
non-profit produced festival they will be more likely to understand why they are asked not to
bring outside food and beverages and instead purchase them on the grounds; they are also more
likely to support the musician tip jars or sign up to volunteer their time than if they were under
the impression the festival was produced by a commercial entity.
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Two festival-producing organizations in New Orleans have created very strong brands
for themselves that carry through all of their productions. While this branding may have taken a
long time to actualize it has managed to tie even their smallest events together.
1) New Orleans Fringe Festival (NOFF), a theatre and performing arts festival, has one
specific font that is used on all of its promotional pieces. This font is used to advertise its main
events, its venues and each new side project that it markets. NOFF’s color palette is very distinct
using dark shades of single colors with stark lighting to add variety. All of its advertising pieces
have a uniformity that helps to inform patrons when events are linked to NOFF (Appendix D).
These two pieces of design make a very cohesive marketing campaign while still allowing the
organization to be creative and add new design elements each year.
2) New Orleans Jazz and Heritage Foundation (NOJHF), another non-profit, music
festival producing organization, has a unified brand that delineates its programming from that of
a multitude of other festival programs in the city. Its logo (Appendix E) of dancing characters in
distinct clothing holding umbrellas can be found on each page of its website. In print promotions
NOJHF will sometimes cut the logo to only include one of the dancing people, but the logo as a
whole has become so intrinsically linked to NOJHF that there is no confusion about who is
producing the event. The other design detail that carries through each piece of marketing for
NOJHF is a color scheme. The use of a specific golden color in all of their materials adds to a
complete design plan for the NOJHF brand. There are a few pieces of promotion that use a
different color than the gold, but each of these items has the dancing people and the
organization’s name clearly listed on the material. This variation allows it some deviation for
formatting purposes but always points the reader back to the producing organization by name or
image.

26

As a festival grows it needs to hold onto the core elements that started the festival, but
by adding varied programming the organization is able to develop new audiences. The defining
activities around which the festival was created for and will help to build a base of devoted
audience members. Over time however, it becomes important to cultivate new programming.
These additions will enhance and complement the original makeup of the festival. New visitors
will be drawn into the festival by branching into different mediums or adding elements to the
festival. People whose interest is not be piqued by the traditional programming may find new
elements interesting. Once people attend the new program they are more likely to stick around
and find that they like the rest of the festival as well. Once people are at the festival it is easier to
get them to stay.
New Orleans Fringe Festival is a good example of growing a festival through new
programming.4,5 NOFF started within the confines of downtown New Orleans, much like French
Quarter Festival. At its core NOFF is a performing arts event. Over time, the festival began to
spread to new locations through its Bring Your Own Venue (BYOV) program which helps
performers who were not selected for the NOFF-managed venues connect with local venues.
These BYOV events receive advertising through NOFF but they are not staffed or managed by
NOFF’s team. There are now busking performances held at the main tent; these provide an
opportunity for festival performers to host preview performances and local artists to perform
without satisfying all the required aspects of a full scale NOFF performance. In 2011 NOFF
started the Yard Art Tour (YAT); this program showcased neighborhood artists who displayed
pieces in their yards. The NOFF audience could meander through the neighborhood looking at
innovative pieces of art on the way to a show. NOFF hosts children’s projects at the main tent
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during the weekend afternoons. Each of these varied program elements creates an event that has
something to entice a variety of audience interests.
This organic growth allowed NOFF to extend programming into the rest of the year. In
the beginning NOFF was only held over one weekend. Harnessing community support, it now
has several events during the year, some in conjunction with other Fringe Festivals from nearby
states and cities. Broadening its traditional format NOFF also added a free festival-sponsored
spoken word event in 2010. Each of these geographic and disciplinary additions brings new
audience members into the NOFF fold. A varied programming structure involving different
mediums encourages not only return audiences, but also word-of-mouth recommendations and
new audiences.

Having audience members in attendance at any of these events garners

conversation about NOFF and its brand widens its reach within the city and beyond. As new
audience members have a positive experience with NOFF they open up to seeing the other events
hosted by NOFF. As the Festival’s programming and attendance grow so does its economic
impact. This growth data helps convince potential funding sources of production stability and
future growth.
Another important element of best practice for a non-profit organization is impacting its
community through commitment to its mission. New Orleans Jazz and Heritage Foundation has
a mission, “To promote, preserve, perpetuate and encourage the music, arts, culture and heritage
of communities in Louisiana through festivals, programs and other cultural, educational, civic
and economic activities.”4 NOJHF combines programming of different types to uphold its
mission. NOJHF produces four festivals each year that focus on the music of Louisiana, New
Orleans, and the residents of both. It hosts the Tom Dent Congo Square Lecture Series which
focuses on culture and commerce. There is also SyncUp an entertainment industry conference
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bringing industry professionals and local artists together. Last year it held its first Class Got
Brass competition which provides the winners of a brass band second-line performance from
local schools with funding for instruments, as well as a performance opportunity at a festival,
intertwining the organization’s mission and purpose with direct action in the community.
Additionally, its educational programs, The Don "Moose" Jamison Heritage School of Music and
The Preservation Hall Junior Jazz & Heritage Brass Band are both free programs that teach
music theory and history to New Orleans’s youth. This educational programming combined with
the thousands of dollars that NOJHF puts back into the artistic community through its foundation
grants, creates programming that provides local youth, performers and residents free
opportunities to access the history and heritage of Louisiana’s artistic legend. Through each
piece of their work NOJHF impacts the community and upholds its mission. By providing
opportunities for the arts and the local community NOJHF is creating a creative culture of the
future.

It provides the foundation for programs that will benefit younger generations and

encourage the youth of New Orleans to participate and become a part of the cultural heritage of
New Orleans.
Through strong branding, innovative new programming and adherence to their missions,
both New Orleans Fringe Festival and New Orleans Jazz and Heritage Foundation have created
recognizable and significant impacts on the community. Their individual events are easily
attributed to the producing organization by clear and specific design techniques that carry
through all of their marketing and promotional materials. NOFF has creatively found new
programming that correlates to its core performance requirements and brings in a varied and
widening audience base. NOJHF upholds its mission, building a future for the artistic heritage of
the region through educational programming, funding culturally minded and productive artistic
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organizations and community members. Continual and consistent reflection and delivery of a
festival’s core elements creates the foundation for both NOFF and NOJHF, helping them to get
funding, grow their audiences and in turn their programming. Each year these organizations
develop and inspire, adding new dynamics to expected programs making a lasting and
provocative impact on the community at large.
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IV. RECOMMENDATIONS

Based on the SWOT analysis provided in Chapter II and the best practices laid out in the
previous chapter my suggestions for the organizational improvement at French Quarter Festivals,
Inc. are all linked to a more cohesive use of opportunities, staff and resources. With this year
being the 30th Anniversary of French Quarter Festival, the organization has a special opportunity
to make changes that will benefit and make a lasting impact on audiences. This will be a year of
heightened visibility and a great chance to make partnerships that will benefit FQFI and make
the overall organization stronger. French Quarter Festival will bring a wide range of locals,
tourists, businesses and community organizations together creating a great venue for networking
and promotion. The success and positive impact that French Quarter Festival has in New
Orleans demonstrates the FQFI’s ability to be an even stronger community organization as it
moves forward with its other festivals.
Satchmo SummerFest is currently the least successful event that FQFI produces in terms
of profit. Were the livelihood of this one festival to turn around it could take FQFI from a nonprofit festival production organization that is narrowly in the black each financial year and turn it
into a sustainable organization. This success would allow FQFI to reach out to the community
on a level that is currently unfeasible financially by sponsoring other programs and organizations
around the city. Currently, with SSF being held at the US Mint, in a far corner of the French
Quarter, on a weekend with low tourism rates the odds are against SSF. If one of those two
factors were to change it could make a great impact on the festival. Moving SSF to a location
with more room for growth in a space that has greater visibility to meandering tourists, could
bring audiences to SSF who do not realize it is happening because they do not hear it.
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Additionally, advertising both the event itself as well as the prominent hosts of the SSF seminars
at other well-attended events in the city, including French Quarter Festival, would put the word
out that SSF exists in crowds of people that already enjoy similar programming.
One of the Festivals that FQFI produces, French Quarter Festival, has a massive audience
base while the others remain stagnant. Within the large French Quarter Festival audience there
is only 60% recognition of FQFI as the festival producer. At its smaller festival, SSF, there is
much closer to 90% recognition but it has been unable to manage much change in the size of the
audience base (Appendix F, G). With these two disparities it would be helpful to use the bigger
festival to advertise the smaller festival in the hopes of finding new markets among French
Quarter Festival attendees. The lack of recognition of FQFI’s brand makes this task more
challenging. Since tourists and other attendees of French Quarter Festival do not know about
FQFI or the other events they produce they cannot plan a vacation around another event or tell
their friends about other events.
Internally, FQFI lacks a strong website and a functional database. Were both of these to
be improved it would help the organization immensely. Additionally, both of these could be
altered in a way that feeds into one another smoothly. If the website was created with an eye
towards donors, sponsors, musicians, volunteers and potential audience members any of these
could sign up on the website and be fed into a single database. Currently, there is no carryover
from one program to the next or even a seamless feed from the website to the organization. Each
different department keeps track of its members through third party programs or online forms. If
one person is a donor or sponsor and also a volunteer there is no way to note this information. A
donor database that could also manage volunteers and allow each staff member to keep running
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comments on specific people could greatly enhance the efficiency of internal communication and
external networking.
On a more general note the website itself should clearly and immediately inform visitors
how to sign up for the mailing list, join FQFI’s social networking, volunteer, make a donation or
sponsor a band. As these pieces are all the backbone of FQFI and how it increases its audience
base as well as its financial stability navigating into the website should not be necessary. These
items should be visible and self-explanatory. Not only will this increase the functionality of the
website, it will also cut down on the amount of phone calls that FQFI fields regarding how and
where to do these very things. Creating a website where people can easily participate helps
interested parties learn more about the other events that FQFI produces. When they sign up to
donate or volunteer there could then be a one-page summary on the work that FQFI does. This
will be a great way for people to learn that they would also or rather support SSF than French
Quarter Festival, for instance if a jazz aficionado visits French Quarter Festival and then donates
online, they could find out there is a jazz festival, SSF, to which they might prefer to donate.
The music at FQFI’s events is widely popular, shown by the number of repeat visitors
each year (Appendix F, G).

Enhancing its programming with additional events that are aligned

with the current musical programming offered will add a new element of audience development
and diversity. Creating a film program, showcasing local filmmakers or films about local New
Orleans culture and music, would be a great way to attract the audiences of movies and
documentaries interested in new or unusual screenings. A more developed instructional dance
program to be hosted during international music and swing bands will encourage audience
members who want to be more participatory at the Festivals. Additionally, finding ways for
sponsors or local community organizations to participate in beautification of the French Quarter
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or hosting events at the Festivals will help FQFI’s sponsors and partners to feel they have an
active role and receive strong PR benefits for their own programs. This could include having
school children plant gardens in the empty planters along the Riverwalk benefiting the French
Quarter as a whole, and teaching important lessons to children about biology. Perhaps a sponsor
could host a bicycle program, including rentals, racks and a flat fixing station or quick repairs
teaching station that could demonstrate the importance and ease of alternative travel while also
providing an easy method of transportation at the French Quarter Festival.

Any ways to

encourage a relationship between community organizations and citizens of the city in which
FQFI is working to promote will encourage additional support and audience attendance. This
diversification makes for a more well-rounded Festival with a direct relationship between the
community and its citizens.
Connecting the different parts of FQFI: advertising, website, centralized database
management together with programming development, will help FQFI to run more cohesively
and efficiently. The advertising opportunities, website restructuring and program development
encourage the education of the audience about the organization itself as well as the culture FQFI
works to promote. FQFI will benefit from using advertising to promote its merchandise, music
sponsorship, development and volunteer program. The website changes allow members of staff
to work together in one program to keep detailed records of participation in different departments
that are all shared. Rather than trying to maintain records separately and work to relay this
information interdepartmentally, compiling records into one database will facilitate better
relationships and stronger connections as FQFI further understands who its supporters are and
where their interests lie. Sponsors and partners stand to benefit from more thorough advertising
as well as positive PR from programming and community support. Additionally, connecting
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sponsors and community members through an organized database will ensure that partners are
helping to sponsor programming audience members and supporters are interested in.
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V. THE INTERNSHIP

The internship at FQFI was in preparation for Satchmo SummerFest 2012. I came on
board in the first week of June 2012, and the Festival was the first weekend of August. The last
three weeks of August were spent wrapping up the Festival and gathering participants for the
Christmas New Orleans Style guidebook event listings. The internship ended in the first week of
September.

Volunteer Coordinator
At the start of June I was trained on The Registration System (TRS) program. TRS is
online software for organizing events and volunteers (Appendix H). Through TRS an event is
created with a platform for each day volunteers are needed. Each day’s shifts are broken down
into locations, duties and finally time. All required waivers and informational documents are
edited and updated for this year’s event. Once the website is live these documents will be
uploaded and then made accessible to volunteers. If there are any special age or physical
requirements or volunteer limitations these are listed and must be initialed by the registering
volunteer. As the preparation for the Festival progressed I uploaded maps of the site, schedules
of our special events and details about times, performers and speakers. These documents help
volunteers working in a specific area to be informed when directing audience members or
answering their questions.

Event information, once uploaded, was also emailed out to

volunteers, either to the entire volunteer corps or to volunteers filling specific job duties.
During the set-up of the TRS site I began recruiting volunteers. For specialty positions I
researched organizations in the fields that I was looking for. Every year there are informational
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booths where visitors can find answers to questions about the Festival. At these booths
volunteers pass out materials and sell tickets to attendees who only have credit cards. This year I
opted to establish an additional informational person inside the US Mint. The staff at the Mint is
not paid to answer questions about our festival and they are busy with the operations of the
museum, which remains open during the Festival hours. I asked the staff at the Mint if they
would appreciate having a volunteer from our organization available to answer questions about
the Festival as well as the city in general. I was hopeful that this would keep relations between
our staff and theirs amiable. The US Mint staff is always very friendly but the Festival puts a
strain on their resources. For this front desk position I wanted a volunteer who would be well
informed about the city and would quickly pick up the details of our festival to relay that
information to attendees. I contacted the New Orleans Concierge Association (NOCA) and Tour
Guide Association of Greater New Orleans (TGAGNO) asking if they would have members
interested in helping at SSF. I never heard back from the TGAGNO but the president of NOCA
contacted me immediately. He and I worked together to schedule volunteers for the Saturday
and Sunday of the Festival. He found the concierges that would be available and then sent me
their contact information. These volunteers worked a solid four hour shift. They were seated
indoors with A/C and wearing our volunteer t-shirts. The shirts made them easily identifiable
and their professional manner allowed me to rely on them to provide information without much
supervision.
Another specialty shift that required a delicate hand was food monitoring. This team of
volunteers consisted of two people who visited each of the food vendors working at the Festival.
It was important that they return every couple of hours continuously throughout the day. These
volunteers are asked to check the temperatures of each food item as well as other food safety
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details; these include proper cleaning supplies, general tidiness of the booths and no children or
drinking of alcohol in the booths. Additionally, these volunteers check to make sure that all of
the food being served is authorized and that the prices are accurate according to the contract with
FQFI. While these volunteers are asked to not discuss these results with the vendors, and any
problems are to be reported directly to headquarters, it is still important that these volunteers be
comfortable talking with FQFI vendors and represent FQFI in a courteous and polite manner.
For these positions I researched culinary programs through universities, the New Orleans Food
and Farm Network, as well as the at-risk youth programs of Café Reconcile and Hope Café.
Unfortunately, since the Festival happens out of the school year it was hard to find participants
from these educational programs. At this point it became necessary to reach out to my “foodie”
community. I felt it would be a great shift for an older couple who might not be interested in
volunteering in a crowded booth with strangers. I asked several of my friends’ parents and found
the perfect volunteers. They were so excited about the opportunity that I convinced them to
volunteer the entire day. They worked from 11-6 on Saturday of the Festival. This shift allowed
them time to walk around, enjoy the Festival and take breaks in the A/C. I also found an FQFI
board member who offered to volunteer on Sunday with a friend. Unfortunately, this volunteer
never showed up for the shift and I was forced to add that task to my schedule for Sunday’s
festival.
SSF has traditionally hosted a Kid’s Area.

This event is staffed by the same two

volunteers each year. This couple helps to keep the area running smoothly and makes sure that
supplies are monitored. They communicated with me at the end of the day to discuss what items
had run out or any problems that may have occurred. In addition to the managing team I also
find two general volunteers for each day. One of the most popular kid’s activities each year is
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the Second-line Umbrella Decorating Station. This station was operated in conjunction with four
tables hosting other events. As the umbrellas were very popular and required a lot of time and
oversight, I found two volunteers to specifically work in the umbrella area. This year was the
first year that FQFI managed the umbrellas in-house instead of reaching out to a community
organization. It was important that these volunteers be comfortable with children, organized and
creative. I asked students in art programs, students in the Arts Administration Program at UNO
and reached out to local arts education programs for volunteers who would be available for these
shifts.
In addition to these more specialized tasks, I also needed to recruit large numbers of
general volunteers. Since many of our volunteer shifts involve booths that require several people
I looked into community groups who might be interested in working an event together as a team
building exercise or social opportunity. I contacted Mardi Gras dance crews, university alumni
programs and corporate sponsors. My goal in every recruiting effort I performed was to reach
out to community members who might feel some accountability and commitment to the work
being performed. I hoped this connection with the job would encourage volunteers to show up
for their shifts and potentially come back and volunteer again in the future.
Working in conjunction with the Operations Manager and Executive Director, I devised a
plan of which booths would need how many volunteers. For each volunteer location and shift I
would then over-estimate my scheduling needs by at least one volunteer. This way if someone
did not show up I would have plenty of people available to cover where needed. I created three
days of events with fifteen volunteer booths.

Each booth was staffed with four to seven

volunteers at three shifts per day. For each shift I wrote a description and posted the rules as well
as the job responsibilities.

I edited the pages that volunteers would see at each step of
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registration. Additionally, I drafted the confirmation emails, check-in location and information,
parking details, thank you letters and itinerary editing instructions.
The website was fully functioning and tested in the office by June 21. On the morning of
June 21 I sent out an email to every individual who had volunteered with us the year before with
a link to the website, which at this point was hidden from public view. Additionally, I sent the
link out to group leaders who had coordinated entire booths for French Quarter Festival 2012,
and had expressed an interest in doing the same for SSF. One such volunteer works for a major
corporation in town. For previous festivals she had found volunteers and staffed booths for the
entire length of the festivals, and volunteered to do the same at SSF 2012. If any of her
volunteers were unable to attend she found replacements. These team leaders make large scale
volunteer coordinating possible. They act as small scale volunteer managers.
My staff of organizational assistants for SSF consisted of two people.

Both team-

members were volunteers and worked the length of the day, every day of the Festival. One of
these assistants was an FQFI board member who is on the Volunteer Committee. The other was
a very enthusiastic and competent volunteer from the community. In the last few weeks of June I
began contacting them to make sure they would be available and were still interested in
volunteering with SSF. We discussed logistics and I listened to their suggestions and concerns
from the system in place during French Quarter Festival.

The feedback from previous

participants was an invaluable resource to me during the planning process.
The biggest change in the last few years for FQFI was a shift to digital management.
Checking volunteers in on-site with computers creates an immediate picture of where there are
holes in volunteer booths. Working as a team, one of my organizational assistants would check
people in via the computer while the other gave them each t-shirts and told them about their job
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duties and the location of their booths. Unfortunately, my computer savvy volunteer became ill
on the last day of the Festival and she was unable to remain on site. This meant that we were
unable to implement a totally digital system this year. In the days before she left due to illness
my technologically advanced assistant was able to radio me at the beginning of each shift and tell
me where volunteers were missing. I would then walk around to different booths that were
sufficiently or overly staffed and ask volunteers to move to different locations.
One week after opening the site to pre-register volunteers I responded to every question
or concern raised. We worked through any issues volunteers were having with the site and made
sure that they were able to sign up for the shifts and times that they wanted. These volunteers are
a reliable and committed team who return annually. I made sure to take time with them to
guarantee their needs were met. Several of these returning volunteers have been volunteering
with SSF for years and still do not have email addresses or access to computers. As much as
possible I walked through the process with these volunteers and signed them in from my
computer so that they could be a part of the program. These volunteers had to be personally
communicated with in the event of any changes.
The first week of July was the soft opening of our large open call for volunteers. I call
this the soft opening because with the national holiday being mid-week many volunteers were
out of town or out of the office for the week. I created a letter in Constant Contact letting people
know that volunteer shifts were open and that we were excited to have the season started. By
July 6 I had received so many automatic out-of-office replies that I drafted a second letter and
released it for our “official” volunteer site opening on Monday, July 9.
In the middle of July I was on a solid track for a full volunteer roster. I was at
approximately 75% by the time I presented my progress report at the SSF board meeting. This
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meeting offered a great opportunity for me to do a final push among FQFI board members for
suggestions or requests within their own businesses.

Several additional volunteers were

registered by the end of the week.
It was at about this point in the summer that I learned the Festival would be opening the
gates thirty minutes earlier than originally scheduled. This required me to email everyone on the
roster for early shifts and let them know of the change. I sent out an email and asked that
everyone confirm receipt of my email upon getting the news. Many people emailed me right
away. I kept a running list of everyone who was scheduled for those shifts and those that had
responded. Every two days I emailed the volunteers who still had not responded. I whittled the
list down until there were only a handful of volunteers who had not communicated with me. For
those last holdouts I either called on the phone or hoped for the best.
Once the site was live maintaining volunteer communications became a major part of my
job. There were constant emails to follow up on incomplete volunteer registrations, and with
volunteers canceling or changing their shifts. It was important for me to let people know about
specific tasks, inform them about changes and keep them up to date on new things happening in
the Festival. One challenge was achieving the balance between reaching out to the volunteers
often enough that they were reading the information and taking it in while making sure not to
email so often that they stopped paying attention to communications coming from me. Emails
leading with insider information were very useful. If I sent out the schedule before it was public
or sent out a notification of new merchandise being available people were more likely to open
the email and read my information.
Volunteer shifts began the week before the Festival with tasks like rolling and folding
merchandise and hanging signage on the Festival grounds. Staff members who needed pre-fest
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volunteers, for these or similar tasks, made arrangements with me to coordinate volunteers for
the shifts, and planned for there to be plenty of work for every volunteer shift. The Friday of the
Festival, though the music and food aspects of the Festival had not begun, still offered volunteer
opportunities. One example of this was the series of lectures that would continue over the
weekend. For these lectures I scheduled volunteers to survey attendees as well as to provide
answers to questions regarding speakers or schedules. For the main two days of the Festival
there were approximately 150 volunteers per day working in sales, providing information and
conducting Economic Impact surveys provided by the UNO Division of Business and Economic
Research.
After the Festival was over, the most important aspect of coordinating volunteers was the
follow-up.

The follow-up provides useful information regarding experiences that only the

volunteers have, it also builds a relationship between the volunteers and the hosting organization.
This consisted of me hand-writing thank you letters to volunteers who had gone above and
beyond to help out at the Festival. I also crafted a letter to the massive community of volunteers
who had worked at the Festival. This email contained a link to a survey. The survey asked
questions regarding length of shift, locations and any suggestions or concerns that volunteers
had. I read each response. I personally contacted any volunteer who had a comment that needed
to be addressed. These responses were downloaded in a spreadsheet and each different comment
was notated for future planning. I made note of what their comments referred to, whether they
were negative or positive and how the setup might be altered in the future. The time after the
Festival when volunteers provide feedback is very significant. This timeframe offers fresh
information as well as a time to collect notes and suggestions for changes to be implemented in
upcoming events.
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Children’s Programming Coordinator
Along with coordinating volunteers my internship consisted of me planning and
organizing the Kid’s Area at SSF. This job required on-site visits to determine the layout of the
space as well as planning the programming for the Festival.

Again, with the help of the

Operations Manager and Executive Director, I developed a plan for what projects would be
under the supervision of FQFI and what community organizations we would invite to host tables.
I also visited the US Mint to determine what the layout of the Kid’s Area would look like. We
made arrangements to have large scale prints of Armstrong’s collages framed and hung in the
rooms, as well as photos of him riding as King of the Zulus at Mardi Gras and a letter he had
written about his excitement regarding this opportunity.
One of my responsibilities was to coordinate the different community organizations and
their activities during the Festival. I made arrangements for the Junior Zulus to come and
decorate coconuts with kids.

The National Park Service led art projects and offered

opportunities for kids to become Junior Rangers by completing a series of activities. FQFI
hosted a collage-making station with educational information about Louis Armstrong’s extensive
collection of handmade collages. I also organized the Second-line Umbrella Decoration Station
with a second-line parade that was held for children both days of the Festival. The parade
consisted of close to 100 children accompanied by their guardians and led by the FQFI staff,
marching with different bands each day, parading from the entrance of the US Mint through the
crowd and into a corral in front of the stage. For the length of both days we also had a film
screening upstairs with video clips of Armstrong in cartoons, movies, talk shows and
performances. This screening area provided a winding down space in the A/C for kids and their
parents. Many adults made their way to the area unaccompanied by children for a chance to see
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this rare collection. The Kid’s Area consisted of three rooms, with eight tables and chairs. Each
day the floor had to be covered in paper to protect the area from the art supplies, sometimes
multiple times. It was also important to shut down equipment at the end of each day and set it up
again in the mornings.
The other major component of planning the Kid’s Area consisted of securing donations
from local businesses. I wrote request letters that I sent to various art supply stores around the
city trying to find glue, paint and other decorations. I contacted music supply stores trying to
find catalogues and sheet music for the collage project. Finally, I reached out to Mardi Gras
supply stores requesting a donation of second-line umbrellas for the children to decorate. For
each business that made a donation I gathered its logo and website information for our
sponsorship page and sent a thank you letter for tax purposes.

Christmas New Orleans Style
In the last few weeks of July, while the volunteer organizing was starting to solidify, I
started working on the CNOS project. My job was to find city businesses and organizations
hosting holiday events who would be interested in paying to list their programming in the CNOS
guidebook. I researched community organizations and businesses within Orleans Parish who had
holiday programming. I called and emailed marketing departments to ask them if they were
interested in listing their events in the guidebook. This task required a lot of perseverance,
especially since I was trying to get submissions in August for events happening in December.
In the weeks following SSF I had filled the majority of the CNOS listing pages. As each
submission came in I would edit it. Once I had worked out any changes I would send details to
the FQFI accounting department, including how many listings and whether they were a not-for-
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profit or a commercial business. It was also important to determine whether these businesses
were doing any advertising or additional listings with other FQFI departments, in an effort to
have accurate and cohesive billing. Over the next few weeks I created a profile for each listing
and kept tabs on communications and accounts payable.
By the first of September, I was beginning to format the listings for the published
document. Each submission was edited to match the rest of the book. Dates and times needed to
be formatted similarly so that there were no anomalies throughout the book. It took several
weeks of copy-editing before everything was ready for print. Each department reviewed the
entire book on a daily basis. We would read over menus, discounts and event listings repeatedly.
At the end of the day the book was sent back to the graphic designer and a new version was sent
out for editing in the morning.
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VI. CONCLUSION
French Quarter Festivals, Inc. successfully runs and produces three festivals a year.
Going into its thirtieth year FQFI is in a position to strengthen its standing in the community as
well as its own organizational stability. By focusing attention on all of its programming together
FQFI can continue to offer great free festivals to the city of New Orleans: to its citizens, tourists
and the businesses that it promotes, as well as the businesses which sponsor and partner with
FQFI. By updating and enhancing its technology, programming, advertising and as a result of
the overall branding of FQFI it will be able to encourage and educate the community and flexibly
solicit donations and sponsorship while offering opportunities for participation in a more tailored
and personal way. Due to its continued success over time FQFI will benefit from honing its
current practices and does not require a complete or elaborate overhaul of its organizational
structure. Small but directed changes will improve FQFI’s ability “to promote the Vieux Carré
and the City of New Orleans through high quality special events and activities that showcase the
culture and heritage of this unique city, contribute to the economic well-being of the community,
and instill increased pride in the people of New Orleans.”1 Standing true to FQFI’s mission will
build a path for growth and community support for an organization that brings millions of dollars
in economic impact to the city of New Orleans (Appendix F, G).
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APPENDIX I
FQFI Budgetary Breakdown by Percentages - French Quarter Festival, SSF, CNOS 2010
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